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INTRODUCTION 
Legendary business icon and General Electric CEO Jack Welch was once asked 
which was more rewarding to people: money or recognition.1  His answer was 
simple:  “you have to get rewarded in the soul and the wallet.”2  Mr. Welch 
understood that it is not enough that companies pay their employees well and expect 
great work in return.  Companies must also empower their employees and provide 
                                                                
1Brian J. Lewis, The Motivational Tool That Drives Employee Performance at GE, 
JOURNAL OF MANAGEMENT IN ENGINEERING, January/February 2000, at 7. 
2Id.  
386 JOURNAL OF LAW AND HEALTH [Vol. 17:385 
incentives for them to perform at high levels.  Motivating employees and 
understanding the psychology behind employee motivation are essential to any 
successful organization.  The most productive companies in the world, like Jack 
Welch’s General Electric, make employee motivation and job satisfaction a top 
priority.  Why?  Because satisfied employees improve the bottom line.  They work 
harder, longer, and more efficiently because they know they are critical to the 
success of the organization.  Law firms should adopt this same philosophy.  Running 
a law firm is a business.  Indeed, one author has noted that because of the changing 
nature of the legal profession, lawyers who refuse to view the practice of law with a 
business mentality will be left behind.3  Employees of law firms who are content and 
motivated are not only more productive, but also improve client perceptions of and 
strengthen clients’ relationships with their firms.     
The idea for this note was based in large part on my business education in 
addition to my own experiences as a legal secretary at four different law firms.  
While in college, the underlying concept that my business professors drove home 
was that customer satisfaction is inherently dependent on employee satisfaction.  
Employee attitudes can mean the difference between a repeat customer, and one who 
discourages their friends and family from going back.4  Yet, while working at the law 
firms, I was struck by how many secretaries were dissatisfied with their jobs and the 
lawyers for whom they worked.  Most of the complaints centered around feelings 
that the lawyers they worked for did not value them as employees.  They described 
their superior attorneys as pushy, controlling, easily agitated perfectionists.  The 
most common complaint was that the lawyers expected them to stay late into the 
evening and come in on weekends.  Many secretaries felt that these expectations 
were in complete disregard for the fact that they had other demands on their lives and 
were not receiving the same benefits for long hours that the attorneys did receive or 
could anticipate receiving, such as job security through partnership, high wages, and 
prestige.  The secretaries’ dissatisfaction affected how they treated and responded to 
clients’ needs, and in some circumstances, impaired the attorney-client relationship.5  
My experiences and education led me to question whether my perceptions were 
accurate and, if so, whether law firms could learn and apply the experiences of the 
corporate sector to strengthen these relationships. 
This note examines the importance of employee motivation and job satisfaction 
to increased productivity and stronger client relationships with law firms.  In Part I, I 
discuss how the pressures of the legal profession can affect lawyers’ relationships 
with their staff members.  My analysis will center on recent studies on lawyer job 
satisfaction, the impact of stress on lawyers, and the public’s perception of lawyers.  
In Part II, I discuss the law firm as a “service” organization and the implications of 
that orientation.  In this section, I also emphasize the importance of building and 
                                                                
3Lawrence R. Richard, Psychological Type and Job Satisfaction Among Practicing 
Lawyers in the United States, 29 CAP. U. L. REV. 979 (2002) [hereinafter Richard]. 
4A good example of this is word-of-mouth advertising.  
5On one occasion, a secretary I worked with destroyed an active client file that was 
mistakenly put in the “destroyed” pile.  When she discovered the mistake (after the lawyer she 
worked for spent hours looking for it), she laughed and said “well, [the lawyer] got what he 
deserved.”  
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maintaining relationships with clients and how law firm employees may affect that 
relationship.  In Part III, I describe the results of a case study of one law firm’s 
employee satisfaction levels, and in Part IV of the note, I focus on the psychological 
theory of motivation.  I identify specific theories of motivation, including the 
expectancy theory, and both intrinsic and extrinsic motivation.  In Part V, I discuss 
“real world” motivational techniques used in one of America’s most successful 
corporations: Southwest Airlines.  In the concluding section, Part VI, I recommend 
specific motivational techniques that lawyers can use to boost employee morale.   
I.  INTO THE PRESSURE COOKER:  THE DEMANDS OF THE LEGAL PROFESSION AFFECT 
LAWYERS’ RELATIONSHIPS WITH THEIR STAFF MEMBERS 
As lawyers experience increased workplace stress, their relationships with 
support staff can become more strained.  Numerous studies have indicated that job 
satisfaction among lawyers has decreased in recent years.6  Specifically, a 1990 
survey by the American Bar Association found a 27 percent increase in job 
dissatisfaction among lawyers since 1984.7  Internalizing the never-ending pressure 
of the legal profession is common for lawyers, and “one’s capacities for simple 
decency and caring may be further eroded by regular dealings with other attorneys 
affected by the same stressors.”8  In addition, lawyers are taught to maintain 
professionalism and objectivity, and often the pressures of meeting the billable hour 
quota impact their “human values” and relationships with others.9  Therefore, it is no 
surprise that the “pressure cooker” atmosphere of most law firms impact lawyers’ 
relationships with their staff members.   
Lawrence S. Kreiger, in his article on revitalizing the legal profession, states that 
certain factors create “occupational hazards” with which lawyers must contend.10  
Some of these include: (1) the focus on analytical skills and the suppression of 
personal feelings; (2) compartmentalizing feelings and values in order to be an 
objective advocate for clients; and (3) the negative public perception of lawyers.11  
All of these factors can and do affect lawyers’ relationships with others and certainly 
have an effect on employee satisfaction levels. 
                                                                
6See William E. Livingston, De-Stressing the Profession, Feel Like You’re Working in a 
Pressure Cooker?  You’re not the only One, 81 OCT. MICH. B.J. 24 (2002) [hereinafter 
Livingston]; Richard, supra note 3, at 979; Lawrence S. Krieger, What We’re Not telling Law 
Students – And Lawyers – That They Really Need to Know:  Some Thoughts-In-Action Toward 
Revitalizing the Profession From its Roots, 13 J.L. & HEALTH 1 (1998-1999) [hereinafter 
Krieger]; Susan Daicoff, Asking Leopards to Change Their Spots: Should Lawyers Change?  
A Critique of Solutions to Problems with Professionalism by Reference To Empirically-
Derived Attorney Personality Attributes, 11 GEO. J. LEGAL ETHICS 547 (1998) [hereinafter 
Daicoff]. 
7Livingston, supra note 6, at 26 (citing AM BAR ASS’N, THE STATE OF THE LEGAL 
PROFESSION – 1990:  Report of the Young Lawyers Division (1991)).  
8Krieger, supra note 6, at 25.    
9Livingston, supra note 6, at 26.  
10Krieger, supra note 6, at 23.  
11Id. at 24-5.  
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The stress that lawyers endure begins in law school.  A 1986 University of 
Arizona Study found that the mental health of some lawyers is compromised once 
they are immersed in the legal culture.12  The study concluded that by the end of the 
spring semester of the first year of law school, students had higher than average 
depression, anxiety, paranoia and hostility rates.13  Other studies have concluded that 
lawyers and law students are more likely to suffer from emotional problems such as 
depression, anxiety, addictions, and as a whole tend to be unhappy people.14  Yet 
another study found that 20 to 35 percent of lawyers are “clinically distressed” or in 
need of professional help.15 
The stress and demands of the legal profession are not the only source of 
problems for lawyers.  The public’s poor perception of lawyers is an additional 
“weight” on their shoulders and impacts their relationships.  According to some 
polls, the public opinion of lawyers has worsened in the last decade.16  The 
respondents in a 1993 American Bar Association poll reported that lawyers are less 
caring and compassionate today than in the past, and only two-thirds were happy 
with the representation they had received.17  Lawrence R. Kreiger stated that people 
should “not underestimate the impact on lawyers and law students of the intensely 
negative public perception of the profession,” and that internalizing the negative 
perception will affect one’s self-esteem.18 
When lawyers are unhappy, whether because of work pressures, public opinion, 
or both, their unhappiness often permeates the workplace.  The greater their 
dissatisfaction the more likely they are to become anxious, hostile and depressed.19  
There are a number of explanations for the high levels of dissatisfaction among 
lawyers.  A 1990 study by the American Bar Association concluded that “it is the 
work environment, the particular mix of positive and negative work environment 
factors, that accounts for most of the variation in satisfaction/dissatisfaction levels.”20  
                                                                
12Livingston, supra note 6, at 26. (citing G.A.H. Benjamin, A. Kaszniak, B.D. Sales and S. 
B. Shanfield, The Role of Legal Education In Producing Psychological Distress Among Law 
Students and Lawyers, AMERICAN BAR FOUNDATION RESEARCH JOURNAL 225 (1986)).  
13Id.  
14Krieger, supra note 6, at 4 (citing William Eaton et al., Occupations and the Prevalence 
of Major Depressive Disorder, 32 J. OCCUPATIONAL MED. 1079 (1990)).    
15Id. (citing Connie J.A. Beck et al., Lawyer Distress:  Alcohol-Related Problems and 
Other Psychological Concerns Among a Sample of Practicing Lawyers, 10 J.L. & HEALTH 1 
(1995)).  
16Daicoff, supra note 6, at 552 (citing Raquel A. Rodriguez, Chairperson’s Column, 
Uncivil Litigation, BARRISTER MAG., Sum. 1996, at 2).  
17Id. at 552-53 (citing Gary A. Hengstler, Vox Populi:  The Public Perception of Lawyers:  
ABA Poll, A.B.A. J., Sept. 1993, at 60, 62-3).  
18Kreiger, supra note 6, at 25.  
19Daicoff, supra note 6, at 549.  
20Richard, supra note 3, at 989 (quoting Ronald L. Hirsch, AM BAR ASS’N, THE STATE OF 
THE LEGAL PROFESSION-1990 (1991)) (data derived from National Survey of Career 
Satisfaction/Dissatisfaction Waves I and II). 
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Specific aspects of the profession seem to compound stress levels.  These include 
work overload, competition, and time pressures.  In addition, the adversarial nature 
of the profession, and conflict levels in certain areas of practice, which are unique to 
the legal profession, add to lawyers’ stress and unhappiness.21 
Lawyers’ dissatisfaction can have a negative effect on their employees, which 
will ultimately affect their clients.  Evidence from the health care field reveals that 
there is a direct correlation between employee satisfaction, client satisfaction and 
physician satisfaction.22  The authors of one study discovered that physicians who 
create a positive work environment for their employees may be able to increase their 
own job satisfaction.23  In contrast, lawyers who are dissatisfied may create a 
negative work environment for employees, which, in turn, effects client perceptions 
and relationships with firms. 
II.  BUILDING AND SUSTAINING RELATIONSHIPS:  MOTIVATED AND SATISFIED 
EMPLOYEES MEAN HAPPY CLIENTS 
One feature of law firms is that they are “service” oriented, as opposed to being 
“goods” oriented.  Unlike goods organizations, which sell tangible products, service 
organizations have unique features that influence customer relationships.24  In order 
to build and sustain customer relationships, service providers must consider three 
factors:  (1) the intangible nature of services makes a consumer’s choice of 
competitive offerings more difficult than with goods providers; (2) very often, the 
service provider and the service are inseparable so long-term customer relationships 
are essential to the organization’s success; and (3) the human nature of services 
makes them more variable than with goods.25  In applying these factors to law firms, 
it is clear that most clients have difficulty assessing the quality of legal services they 
receive from one firm to another, unless they are very experienced.  Also, lawyers 
are inseparable from their services so if clients are unhappy with their attorneys, they 
will most likely seek new firms.  Lastly, legal services are extremely variable 
because of the human element involved with the performance of these services.  
Therefore, the level of service provided can fluctuate.  Because they are providing 
services, law firms must assess and perform the services that their clients value most.  
One study of consumer behavior identified the following factors as critical to 
customer satisfaction in service organizations.26 
                                                                
21Livingston, supra note 6, at 26 (citing MARY ANN GLENDON, A NATION UNDER 
LAWYERS 15 (1994)).  
22Michael J. Syptak et al., Job Satisfaction: Putting Theory Into Practice, FAMILY 
PRACTICE MANAGEMENT, Oct. 1999, at 26 [hereinafter Syptak et al.].  
23Id.  
24BARRY BERMAN, JOEL R. EVANS, RETAIL MANAGEMENT, A STRATEGIC APPROACH, (8th 
Edition, 2001) [hereinafter BERMAN et al.].  
25Id. at 45.  
26Id. at 47 (citing VALARIE A. ZEITHAML, A. PARASURAMAN, AND LEONARD L. BERRY, 
DELIVERING SERVICE QUALITY: BALANCING CUSTOMER PERCEPTIONS AND EXPECTATIONS 
(New York:  Free Press, 1990), at 21-22).  
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Table A:  Ten Factors Consumers Use to Evaluate Service Quality27 
 
 
If one looks closely at these factors, it is clear that support staff are instrumental 
at every stage.  “Front line” employees are the most critical because they are often 
the first contact clients have with law firms.  When clients walk in the door they are 
greeted by a receptionist.  Also, when clients call their lawyers at firms, secretaries 
are often the first to speak with them and direct messages and other correspondence 
to the lawyers.  If these “front line” employees are satisfied, it is more likely that 
they will be pleasant, accurate, responsive and understanding toward clients.  In 
contrast, just as unhappy lawyers make for unpleasant workplaces, dissatisfied 
employees will cause dissatisfaction among clients.  Data from one study indicated 
that customers decide whether to recommend a company’s services to others as a 
direct result of their experiences with contact representatives.28  Customers are more 
likely to report high levels of satisfaction with contact employees based on 
personalized attention, receipt of materials in a timely fashion, and courteous and 
knowledgeable advice.29  Customers with high levels of satisfaction will have an 
impact on a company’s bottom line.30 
                                                                
27Id.  
28Angela Karr, Satisfied Reps Please More Customers, CUSTOMER INTERFACE, May 2002, 
at 15.  
29Id.  
30Id.  
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III.  EXAMING EMPLOYEE MOTIVATION AND SATIFACTION IN LAW FIRMS:   
A CASE STUDY31 
In order to better understand the nature of the relationship between lawyers and 
their staff members, I conducted a case study of one law firm.32  The goal of the 
research was to determine the quality of the relationship between lawyers and their 
staff members as well as to ascertain what features of the workplace would most 
likely have a positive effect on employees’ motivation and loyalty.  I hypothesized 
that the lawyers would not have strong relationships with their staff members.  My 
other expectation was that the lawyers and staff members surveyed would have 
different ideas as to what workplace benefits and conditions would maximize 
employee satisfaction and motivation. 
A.  Survey Design 
The law firm that I studied was a small firm, with thirty-five lawyers and staff 
members total.  Fifteen lawyers and eleven paralegals and secretaries responded to 
the questionnaire.  I sent separate questionnaires to each group (lawyers and 
paralegals/secretaries).33  I specifically targeted paralegals and secretaries because of 
their close working relationships with the lawyers, as opposed to other law firm 
employees.  After I received all of the questionnaires I held an informational 
interview with the managing partner of the firm.34 
My first step in the data gathering process was sending the questionnaires to the 
managing partner of the firm.  The managing partner distributed them to all lawyers, 
paralegals and secretaries.  The questionnaires could be completed in five minutes.  I 
asked the participants to complete the questionnaire and return it to my faculty 
advisor in a pre-addressed stamped envelope.  All responses were anonymous and 
confidential. 
The lawyer questionnaire contained fifteen questions.35  The majority of the 
questions asked the lawyers to answer from the perspective of the staff member that 
performed the most work for them.36  If more than one staff member performed a 
substantial amount of work, the lawyers were to choose the staff member whose 
name fell earliest in the alphabet.37  Some of the questions focused on rating the 
quality of the relationship from both the staff members’ and the lawyers’ 
perspective.38  Other questions focused on the benefits staff members received 
                                                                
31This study and all instruments used were approved by the Institutional Review Board in 
the College of Graduate Studies and Research at Cleveland State University.    
32Due to confidentiality and anonymity considerations, the name of the law firm will not 
be used in the discussion.  
33See Appendix A for Lawyer Questionnaire, and Appendix B for Staff Questionnaire.  
34Due to confidentiality considerations, the name of the managing partner will not be used 
in the discussion.  
35See Lawyer Questionnaire, Appendix A.  
36Id.    
37Id.    
38Id.    
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through the firm and asked the lawyers to choose benefits that they thought their 
staff member would prefer out of a maximum dollar amount of $800 per month.39 
The staff questionnaire contained thirteen questions.40  Unlike the lawyer 
questionnaire, the participants were asked to answer only for themselves.  Because 
many of the staff members worked for more than one lawyer, the staff questionnaire 
asked the participants to provide information about the one lawyer for whom they 
worked the most.41  Some of the questions focused on rating the quality of the 
relationship the staff members had with the lawyers, while other questions asked 
staff members to select benefits that they desired most out of the same $800 used in 
the lawyer questionnaire.42 
The questionnaires were designed in order to ascertain the nature of the 
relationship between the lawyers and their staff members.  For purposes of data 
analysis, it was important to be able to quantify the relationship between the staff 
members’ responses and the lawyers’ responses.  Asking the lawyers to answer 
questions from their support staff member’s perspective was essential to this 
analysis.   
B.  Results 
The results indicated that the lawyers’ perceptions of staff member satisfaction 
levels were accurate in some areas, while lawyers’ perceptions were not accurate in 
other areas.  The lawyers’ perceptions were accurate in personal compatibility, 
similarities in work ethic, mutual respect, and staff members’ desired benefits.  The 
major discrepancies occurred in the identification of specific factors relating to 
overall motivation and job satisfaction, and also in the area of positive firm and 
lawyer acknowledgement of staff members’ work.   
C.  Discussion 
Based on the analysis of the data, the lawyers’ perceptions were accurate in many 
important areas surveyed.  Lawyers were asked how they thought their support staff 
member would rate the quality of their relationship based on three factors:  personal 
compatibility, similarity in work ethic, and mutual respect.43  A five-point scale was 
used to rate the factors, with “1” being extremely poor, and “5” being very good.44  
The staff members were asked to rate the same factors using the same five-point 
scale.45  The results are summarized below.   
                                                                
39Id.    
40See Staff Questionnaire, Appendix B.  
41Id.   
42Id.   
43See Lawyer Questionnaire, Appendix A.  
44Id.  
45See Staff Questionnaire, Appendix B  
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Table B:  Lawyers’ Perceptions and Staffs’ Beliefs on Relationship Quality46 
(Data derived from lawyer survey question 7 and staff survey question 6) 
 
 
As Table B indicates, the lawyers’ perceptions of how the staff members would 
rate the factors were consistent with how the staff actually rated the factors.  When 
the lawyers were also asked how they would rate the quality of the relationship with 
their staff member,47 53.3 percent rated their personal compatibility as “very good,” 
40.0 percent rated their similarity in work ethic as “good,” and 53.3 percent rated 
mutual respect as “very good.”48 
The lawyers’ perceptions were also accurate with respect to the staff members’ 
desired benefits.  The lawyers were asked to allocate $800 of benefits per month 
among different categories based on what they thought their staff members would 
consider most important.49  The staff members were asked the same question based 
on what they deemed most desirable.50  Figure 1 depicts the results. 
FIGURE 1.  Perceived vs. Actual Benefits Desired by Staff 
(Data derived from lawyer survey question 13 and staff survey question 11) 
 
 
 
                                                                
46See Data Tables, Appendix C.  
47See Lawyer Questionnaire, Appendix A  
48See Data Tables, Appendix C. 
49See Lawyer Questionnaire, Appendix A  
50See Staff Questionnaire, Appendix B.  
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As Figure 1 demonstrates, lawyers’ perceptions of what benefits their staff 
members desired was consistent with the responses from the staff members.  The 
benefits that staff members desired most were paid parking (100 percent), profit 
sharing/401(k) (90.9 percent), and paid vacation (72.7 percent).51  The benefits that 
the staff members desired least were employer contribution toward childcare (9.1 
percent), and paid health club membership (18.2 percent).52 
The managing partner of the firm stated that uniform benefits such as health 
insurance, 401(k), paid vacation, and sick pay were available to all employees.53  
However, some benefits that the firm offered fluctuated depending on individual 
preferences.  For example, staff members could choose between having their parking 
paid or receiving a larger bonus at the end of the year.54  Bonuses were given on an 
individual basis, and the lawyers determine the amount of the bonus, if any, that their 
staff member received.55  In addition, staff members received one week of paid 
vacation per year for the first two years at the firm, and after two years, they received 
two weeks paid vacation per year.56 
Despite consistencies in lawyers’ perceptions and staff members’ desires in some 
areas of the analysis, there were areas of concern.  The discrepancies occurred in the 
identification of specific factors relating to overall motivation and job satisfaction, 
and also in the area of positive firm and lawyer acknowledgement of staff members’ 
work.  There were additional discrepancies in responses relating to whether firm 
gatherings included support staff. 
Lawyers’ perceptions and staff members’ desires differed considerably with 
respect to what factors influenced overall motivation and job satisfaction.  Lawyers 
and staff members were asked to rate eight factors influencing staff motivation using 
a five-point scale (“1”= not important, “5”= of the utmost importance).57  Figure 2 
depicts the results. 
 
                                                                
51See Data Tables, Appendix C.  
52Id.  
53Telephone Interview with Managing Partner (February 12, 2003).  
54Id.  
55Id.  
56Id.  
57See Lawyer Questionnaire, Appendix A.  See also Staff Questionnaire, Appendix B.  
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FIGURE 2.  Perceived vs. Actual Areas of Importance For  
Staff Motivation and Job Satisfaction 
 
 
Figure 2 illustrates that many of the discrepancies between the lawyers’ 
perceptions of what staff would deem important, and the actual importance to staff 
occurred in factors that were “intrinsic” in nature.  These include respect/positive 
recognition from employer, having an enjoyable work environment, and camaraderie 
with other employees.  On a five-point scale, staff members rated salary and 
retirement benefits an importance level of 4.6.58  Respect and positive recognition 
from the employer were almost as important to the staff as salary and retirement 
benefits.  Staff members gave respect and positive recognition an importance level of 
4.5, while lawyers felt it was only “moderately important,” giving it a 3.9.59  These 
results indicate that the lawyers perceived that monetary benefits were relatively 
more important to staff members in terms of their motivation and satisfaction.  In 
addition, Figure 2 demonstrates that lawyers perceived that an enjoyable work 
environment and camaraderie with other employees were only “moderately 
important,” giving these factors, respectively, a 3.5 and 3.1 rating out of 5.60  In 
contrast, staff members rated an enjoyable work environment at 4.3, and camaraderie 
with other employees at 3.8 points.61 
Other areas where discrepancies existed were in the firm and lawyer 
acknowledgement of staff members’ work as well as whether firm gatherings 
included support staff.  Lawyers were asked whether they thought their support staff 
member felt their work was acknowledged by the lawyers they worked for and by 
the firm.62 
                                                                
58See Data Tables, Appendix C.  
59Id.  
60Id.  
61Id.  
62See Lawyer Questionnaire, Appendix A.  
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Table C:  Staff Beliefs Regarding Acknowledgement of Staff Work  
By Lawyers and Firm 
(Data derived from staff survey questions 7 and 8) 
Percentage of Staff Responses: 
 
 
Table D:  Lawyers’ Perceptions Regarding Acknowledgement of Staff Work 
By Lawyers and Firm 
(Data derived from lawyer survey questions 9 and 10)  
Percentage of Lawyer Responses: 
 
 
Comparing Tables C and D, it is apparent that the lawyers’ perceived that staff 
members felt more appreciated than staff members actually reported feeling.  Staff 
member beliefs about whether the firm valued their work generated the largest 
discrepancy; 73.3 percent of the lawyers reported that staff members feel valued, and 
only 45.5 percent of the staff feeling that the firm valued their work.63 
I also asked the lawyers and staff members whether firm parties and gatherings 
ever included support staff.64  While 6.7 percent of the lawyers answered “no,” 86.7 
percent indicated that the staff members were “sometimes” included.65  In contrast, 
36.4 percent of the staff members surveyed indicated that they were never included, 
while 63.6 percent indicated that they were included “sometimes.”66  When asked 
why the discrepancy was so large, the managing partner could not offer an 
explanation.  He stated that support staff members are not always included because 
of the lawyers’ “perceptions” that staff members would be uncomfortable.67  He 
indicated that it was his belief that the staff members would prefer to be with those 
                                                                
63See Data Tables, Appendix C.  
64See Lawyer Questionnaire, Appendix A.  See also Staff Questionnaire, Appendix B. 
65See Data Tables, Appendix C. 
66Id.  
67Telephone Interview with Managing Partner, supra note 53.  
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they socialize with on a regular basis, which generally does not include the lawyers.68  
In addition, he stated that although he had overheard some staff members 
complaining that there were no joint activities, when the lawyers had made efforts to 
include the staff members, they often would not attend the functions.69  He also 
emphasized that from a “relationship building perspective,” when the lawyers in the 
office held these rare functions, it was more important that they be able to visit with 
each other.70   
D.  Conclusions 
Through the analysis of the data, I was able to better understand the nature of the 
relationship between the lawyers and their staff members at this particular firm.  
Also, the informational interview with the managing partner helped to clarify some 
of the results.  I had hypothesized that the lawyers and staff members who 
participated in the survey would have different views of what workplace benefits and 
conditions would lead to higher levels of employee motivation and satisfaction.  In 
some areas of the survey, my hypothesis was accurate, while in other areas it was not 
supported by the data.  Generally, the lawyers’ perceptions of what benefits the staff 
members desired were accurate.  Also, the lawyers’ perceptions regarding the quality 
of their relationships with their staff members were consistent with staff beliefs 
regarding the quality of their relationships.   
However, perceptions differed when it came to overall staff motivation and job 
satisfaction.  Many of the discrepancies existed in the areas of respect, having an 
enjoyable work environment, and camaraderie with other employees.  There was also 
a large discrepancy in whether firm gatherings included support staff.  The majority 
of the lawyers surveyed seemed to focus on monetary benefits such as salary and 
medical benefits as most important to staff.  The staff members surveyed indicated 
otherwise.  The survey results demonstrated that respect and positive recognition 
from the lawyers was almost as important to staff members as salary and retirement 
benefits.   
IV.  A THEORETICAL DISCUSSION OF MOTIVATION 
The theory of motivation has roots in the behavioral science of psychology.  In 
fact, this theory was the foundation of Sigmund Freud’s concept of psychoanalysis.71  
Motivation is generally defined as an internal state of arousal that often precedes 
one’s behavior.72  Therefore, in order to exhibit a particular behavior, or change a 
behavior, one must induce an internal state of arousal.73 
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A.  Expectancy Theory 
The expectancy theory is one of the most accepted explanations of motivation.  
This theory states that, “motivation depends on how much an individual wants 
something (the strength of the valence) relative to other things, and the perceived 
effort-reward probability (expectancy) that they will get it.”74  The exchange is 
economic in nature and it is assumed that individuals will have expectations 
regarding the rewards they receive versus the resources and time they must expend in 
getting them.75  The expectancy theory explains why some workers only do the 
minimum to get by, while others push themselves to receive desired rewards.76  In 
order to achieve a state of equilibrium, an employee’s “wants” and “gets” must 
match up, and the possibility of turnover, performance problems, and poor 
productivity are greatly decreased.77  The challenge for employers is to find the set of 
rewards that will most efficiently motivate workers. 
B.  Herzberg’s Theory 
One pioneer in motivational theory, Fredrick Herzberg,78 posited that the only 
way to motivate employees long-term is to give them challenging work where they 
can assume responsibility.79  Herzberg reached this conclusion after interviewing 
employees and asking them two sets of questions: (1) think of a time when you felt 
especially good about your job; and (2) think of a time when you felt especially bad 
about your job.  In each case why did you feel that way?80  Based on the answers to 
                                                                
74Carol L. Jurkiewicz, Tom K. Massey, Jr., What Motivates Municipal Employees:  A 
Comparison Study of Supervisory vs. Non-Supervisory Personnel, PUBLIC PERSONNEL 
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JOURNAL 24 (1981): pp 128-141).  
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76Id. (citing R.J. House, H.J. Shapiro, M.A. Wahba, Expectancy Theory as a Predictor of 
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Jan. 1974, at 481-506).  
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Among Senior Civil Servants, HUMAN RELATIONS, 48, 3, 1995, at 327-42; R.M. Steers, S. 
Rhodes, Major Influences on Employee Attendance:  A Process Model, JOURNAL OF APPLIED 
PSYCHOLOGY, 63, 1995; B. Shaw, G. Oldham, Reconsidering Our Dependent Variables:  A 
Critique and Empirical Study, ACADEMY OF MANAGEMENT JOURNAL, 21, 1978; T. Stephens, 
W. Burroughs, An Application of Operant Conditioning to Absenteeism in a Hospital Setting, 
JOURNAL OF APPLIED PSYCHOLOGY, 63, 1978; Muchinsky, 1977).  
78Syptak et al., supra note 22, at 26.  
79James Gores, How Effective Is Your Incentive Compensation System?  JOURNAL OF 
MANAGEMENT IN ENGINEERING, January/February 1999, at 29.  
80Syptak et al., supra note 22, at 26.  (For a complete discussion on Frederick Herzberg’s 
theory, see F. HERZBERG, B. MAUSNER, B.B. SNYDERMAN, THE MOTIVATION TO WORK, 
Transaction Publishers, 1993).  
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these questions, he concluded that there are “two dimensions to job satisfaction:  
motivation and hygiene.”81  “Hygiene” refers to variables that relate to an 
employee’s environment: company policies, supervision, salary and working 
conditions (see Table E below).82  Herzberg perceived the hygiene factors not as 
motivators, but as areas of potential dissatisfaction.83  Herzberg claimed that if 
employers satisfactorily address hygiene issues, there is greater employee 
satisfaction.84  If, in addition to providing the requisite “hygiene,” employers also put 
in place various tools for motivating their employees, the employees will be even 
more content and more productive.85 
The results of the interviews established that both motivators and hygiene factors 
effected job attitudes.86  Table E, below, outlines these two factors and the 
percentage of employees who mentioned them in the interviews. 
Table E:  Motivators vs. Hygiene Factors87 
 
 
Although one often thinks of salary as a motivator, Herzberg did not classify it as 
such.88  Rather, he characterized salary as a prodder or pusher89 that either sanctioned 
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behavior or rewarded behavior, but did not generate any internal motivation among 
the respondents.90  As shown by Table E, the factors that motivated employees 
consisted primarily of internal, non-tangible rewards, as opposed to external rewards, 
or hygiene factors.  Both concepts are important to the discussion of the psychology 
of motivation and can be explained in terms of intrinsic and extrinsic motivation.  
Intrinsic rewards or intrinsic motivation refers to the degree to which a person wants 
to work well in his or her job in order to achieve internal satisfaction, while external 
rewards, or external motivation refers to external, material rewards that pertain to the 
work environment.91   
As Table E indicates, 42 percent of the employees interviewed by Herzberg cited 
achievement as a motivator.  These results formed the basis of Herzberg’s theory 
stated above:  that the only way to truly motivate employees is to give them 
challenging work.92  This is the concept of employee empowerment and is used in 
many organizations as one strategy for long-term success.     
Herzberg’s late 1950’s theory has stood the test of time and scientific study.  In 
one study published in 2002 on performance appraisal systems and motivation at 
East Carolina University, employees who responded to the survey reported that they 
were not motivated to do any better than “good” to get raises.93  In addition, the 
study found that many employees were motivated by factors that did not relate 
specifically to the performance appraisal system, but were “self motivated or 
motivated by the enjoyment of their work.”94 
Two studies regarding supervisory personnel have produced similar results.  In 
the first, the investigators found that the participants who experienced the highest 
levels of intrinsic motivation and perceptions of competence and self-determination 
had autonomy-supportive supervisors, whereas those with controlling supervisors 
were less motivated.95  The investigators stated that these results were in accordance 
with the cognitive evaluation theory, which states that factors such as supervisory 
style may influence employees’ feelings of self-determination, competence and 
intrinsic motivation.96  The second study, which dealt with motivation of supervisory 
and non-supervisory municipal employees, concluded that both groups felt the need 
to contribute to their work environment, feel included in important decisions, and 
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91Inge Houkes et al., Specific Relationships Between Work Characteristics and Intrinsic 
Work Motivation, Burnout and Turnover Intention: A Multi-Sample Analysis, EUROPEAN 
JOURNAL OF WORK AND ORGANIZATIONAL PSYCHOLOGY, 2001, at 1.  
92Gores, supra note 79, at 26.  
93Bonnie G. Mani, Performance Appraisal Systems, Productivity, and Motivation:  A Case 
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96Id. (See also BERMAN et al., supra note 24, at 387).  
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wanted to use their special abilities in performing their jobs.97  Citing Herzberg, the 
study also concluded that, “providing opportunities for public personnel to satisfy 
these needs would be a step toward increased productivity and organizational 
commitment.  The cost for doing so may be minimal and the rewards substantial.”98  
As these studies indicate, more than thirty years of research has not diminished the 
validity of Herzberg’s theory.99 
The findings in my study also support Herzberg’s theory.  As discussed above, 
the support staff indicated that intrinsic factors such as achievement and recognition 
were just as important to them in influencing their overall motivation and job 
satisfaction as salary, or other extrinsic factors.  Respect and positive recognition 
from the employer were given an importance level of 4.5,100 and salary and 
retirement benefits an importance level of 4.6.101  If the law firm in my study focuses 
on the intrinsic, non-tangible factors that the support staff value, this will most likely 
lead to higher levels of motivation and job satisfaction among the support staff.  
C.  The Impact of Teamwork 
In addition to the concepts of self-determination and autonomy, teamwork also 
affects work performance and motivation.102  Membership in an organization 
involves multiple group memberships including membership in one’s own 
department, team, or work unit.103  Identifying oneself as a member of a team affects 
behavior and can motivate workers.104  Studies have shown that the psychological 
oneness with an organization induces individuals to adopt the organization’s 
perspectives, achieve the organization’s goals and work for its interest.105  
Ultimately, an individual will experience the organization’s goals and interests as 
their own.106  Having an atmosphere that promotes teamwork is one way to have 
motivated employees who perform at high levels. 
V.  STRATEGIES FOR SUCCESS:  EXAMPLES OF EMPLOYEE MOTIVATION AND 
SATISFACTION IN CORPORATE AMERICA 
Successful companies know that motivated, satisfied employees increase 
customer satisfaction and hopefully, profit margins.  Because of the link between 
                                                                
97Jurkiewicz et al., supra note 74, at 374.   
98Id.  
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employee satisfaction and customer satisfaction, companies have implemented an 
array of strategies to help increase employees’ internal motivation.  One of those is 
NVIDIA, which manufactures graphics cards for computers and is headquartered in 
Silicon Valley.107  The CEO of this billion-dollar company, Jen-Hsun Huang, works 
in a cubicle along with many other employees.108  He chose this physical layout 
because he believed it would create an atmosphere that would be conducive to 
teamwork.109  As a result of this configuration, employees at NVIDIA see Mr. Huang 
as a “teammate” and one who is easily accessible.110  As discussed above, teamwork 
often has an affect on work performance and motivation.111  The employees at 
NVIDIA who identify as part of the “team” may be more motivated and work for the 
organization’s best interest.112 
Similarly, Southwest Airlines, the self-named “symbol of freedom”113 has had 
tremendous success because of its emphasis on employee satisfaction.  Southwest 
was founded in 1969 by Herb Kelleher with only 195 employees and 3 planes.114  
Today, Southwest has grown to 29,000 employees and 332 jets.115  In 1998 
Southwest reached number one on Fortune magazine’s “100 Best Companies to 
Work for.”116  Much like NVIDIA, Southwest emphasizes teamwork117 because of 
the “high demands of service work”118 in the airline industry.  Further, Southwest 
believes that “teamwork helps employees to better support each other to continually 
provide high quality service in an otherwise stressful job.”119  In addition, Southwest 
de-emphasizes its hierarchy (as NVIDIA does as well) which helps employees to feel 
empowered.  For example, Southwest allows employees to make their own decisions 
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regarding customer needs.120  Sunny Stone, Southwest Airlines’ Manager of Culture 
Activities stated that many of the positions at Southwest require employees to work 
in unsupervised areas, which “gives people more of a sense of ownership and pride 
in what they are doing.  They feel that they are entitled to make a decision, even to 
step outside the boundaries, if necessary, to help someone.”121 
Southwest Airlines also prioritizes treating employees with respect.  Colleen 
Barrett, President and Chief Operations Officer has stated, “there have been a lot of 
Southwest wanna-bes, but they have not succeeded.  You have to talk and talk and 
talk to your people all the time. . .we are very proud of our employee relationships.  
We treat people with respect.”122  Indeed, every Southwest employee with a birthday, 
anniversary, or other special event in their life receives a card, and if they are sick or 
have a death in the family, Southwest Airlines offers them sympathy and comfort.123  
Treating people with respect makes employees feel more valued, and that has an 
effect on their motivation and overall job satisfaction.124 
Southwest also “invests” in its employees.  The company refers to its employees 
as “Warrior Spirits” and spends two billion dollars annually on employee benefits.125  
Although Southwest is 82 percent unionized,126 the airline takes a proactive approach 
with negotiations.  Of course, this has greatly impacted Southwest’s success, 
especially in recent years.  Southwest has retained at least 90 percent of its 
employees who have passed a six-month probation period and also has boasted a 15 
percent annual growth rate.127  Also, Southwest has the lowest number of customer 
complaints in the industry, with 0.47 complaints per 100,000 customers carried.128  
After September 11, 2001, when the airline industry suffered huge losses, Southwest 
employees donated 1.3 million dollars to help the company survive.129  Most of the 
donations were derived from voluntary wage cuts.130 
In addition to the emphasis on employee empowerment and de-emphasis on 
hierarchy,131 Southwest offers its employees “Inventive Incentives.”132  This 50-page 
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book contains different awards that employees can receive, including departmental 
employee of the month, and the “winning spirit award,” presented every other month 
by CEO Herb Kelleher (“Herb” as he is known to employees).133  These non-cash, 
intrinsic rewards compliment the extrinsic rewards employees receive for 
outstanding performance.  Southwest provides free travel for employees and their 
immediate families, profit sharing, bonuses, retirement savings programs and stock 
options.134  Collectively, Southwest employees own eleven percent of the 
Company.135 
Southwest Airlines is a leader in the airline industry in part because of its 
emphasis on employee satisfaction and motivation.  The executives at Southwest 
know that satisfied employees translate into better customer service and happier 
customers.  When asked how caring for employees translates to caring for customers, 
Sunny Stone replied: 
I think it translates directly.  If our employees feel they are valued in the 
company, which goes back to having a sense of ownership, they feel that 
this is their company.  If they feel that we sincerely care about them, that 
we are happy to have them here, this feeling is transmitted to the 
customer.  Customers can tell when employees are happy to be where they 
are.136 
Ms. Stone is not the only executive at Southwest with this view.  CEO Herb 
Kelleher has said, “if you treat [employees] right, then they treat your customers 
right.  And if you treat your customers right, then they keep coming back, and 
shareholders are happy.”137  Because Southwest’s strategy builds employee 
capabilities and motivation, a higher level of service quality is achieved, which leads 
to greater customer satisfaction, retention and ultimately, greater profitability.138 
VI.  STRATEGIES FOR IMPROVING EMPLOYEE SATISFACTION IN LAW FIRMS 
Lawyers today work under tremendous stress, which impacts their staff members 
and clients, both indirectly and directly.  Clients demand high quality services from 
the lawyers and law firms they hire, and motivated and satisfied staff members are an 
integral part of providing these services.  In order to motivate staff members, law 
firms need to implement both extrinsic and intrinsic motivational techniques, 
demonstrated both theoretically by Frederick Herzberg and empirically by my study 
and others.  The question then becomes, how can law firms increase their staff 
members’ extrinsic and intrinsic motivation?   
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There are many ways that law firms and lawyers can build strong relationships 
with their staff members.  One way is through a formal incentive program.  Law 
firms should use a formal incentive program, much like it may have a business plan 
or partnership agreement.  There are two important elements that must be taken into 
consideration when creating an incentive program for employees: (1) as much as 
possible, tailor the incentives to the individual employee’s needs; and (2) use both 
extrinsic and intrinsic rewards.  Law firms do not have to break the bank to have 
motivated employees.  As discussed above, monetary awards are not the best 
motivators, and according to motivational theorist Frederick Herzberg, money alone 
is not an effective long-term motivator.139 
For an incentive program to be successful, law firms should incorporate both 
intrinsic and extrinsic motivational techniques.  It is important to strike a balance 
between both.  Stanford associate professor, Chip Heath, has conducted research on 
extrinsic motivation.140  The results from his research suggest that often times, an 
extrinsic incentives bias exists.141  This term refers to a tendency for people to 
assume that others are driven more by external rewards.142  In one study, Heath found 
that the managers overestimated the importance of pay and other extrinsic incentives 
to their employees, and underestimated the value that their employees placed on 
intrinsic rewards.143  In another study conducted by the National Opinion Research 
Center at the University of Chicago, the individuals surveyed were asked to rank the 
importance of five aspects of their jobs: pay, security, free time, advancement 
opportunities, and the ability to do “important work [that] gives a feeling of 
accomplishment.”144  The respondents ranked important work as number one, and 
pay as the third most important aspect of their jobs.145  When managers stress 
extrinsic motivators over intrinsic ones, they may develop incentives that do not 
reflect their employees’ needs.146  Although people appreciate bonuses, these alone 
will not satisfy employees if managers overlook their employees’ desire to contribute 
to their organizations.147  Frederick Herzberg made this same argument over fifty 
years ago.148 
Some people have argued that extrinsic, material rewards are the best motivators.  
Although material rewards work, they teach people to seek another reward.149  When 
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material rewards run out, people revert to their old modes of behavior.150  Herzberg 
sums up his theory of motivation best in his allegory of the battery and the generator: 
Through an incentive you can charge a person’s battery and get him to 
move.  If you want to move him again you have to recharge his battery 
and keep recharging it each time you move him.  But it’s only when the 
person has his or her own generator that you can say the person is 
motivated.  Motivated people need no outside stimulation – they want to 
move.  They seek more hours of work, not fewer.151 
The results from the case study I conducted indicated that employees valued 
extrinsic rewards such as salary and retirement benefits to the same degree they 
valued respect and positive recognition from the lawyers.152  When I asked the 
managing partner how the firm acknowledged strong staff members, he stated that 
the recognition came in the form of external rewards.153  These included year-end 
bonuses and increases in salary.154  The firm did not have a formal program that used 
intrinsic rewards to help motivate employees.155  Given that staff members’ 
responses indicated that intrinsic rewards were very important for influencing their 
overall motivation and job satisfaction, the firm would benefit from emphasizing 
these rewards.156 
There are three fundamental principles that must be implemented to achieve 
success with an incentive program: (1) rewarding incentives must be concretely 
linked to firm objectives; (2) employees must understand the objectives and how 
their individual performance is linked to attaining them; and (3) employees must be 
able to realize the objectives through performance.157  Below is a discussion of 
examples that could be used to motivate employees.  However, to be most effective, 
law firms should make an effort to discover what its individual employees desire.  
For example, in the case study I conducted, I found that the benefits staff members 
desired most were paid parking, profit sharing and paid vacation.158  The staff 
members, on average, were not interested in employer contribution toward childcare 
or having a paid health club membership.159 
The first step in implementing an incentive program is to communicate with 
employees in order to ascertain accurate information about what benefits would 
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increase their motivation and satisfaction.160  Studies have shown that disconnected 
employees often do not work to their fullest potential.161  Although lawyers are 
taught to stay emotionally disconnected from lawsuits and clients,162 lawyers must 
connect with their employees to understand what workplace benefits their staff 
members value most.  Lawyers should ask employees what workplace changes 
would increase their motivation.163  This information can be learned through a 
questionnaire, focus group, or individual meetings with employees.  Each law firm 
should strive to understand its employees, and the most effective methods that will 
motivate them individually.164 
For example, in the case study I conducted, (see Part III) I found that in some 
instances, the lawyers did not communicate adequately with their staff members.  
One question that I asked both lawyers and their staff members was whether firm 
gatherings included support staff.165  Through analysis of the data, I discovered that a 
large discrepancy existed in the responses.  In fact, 36.4 percent of the staff members 
surveyed indicated that they were never included, while only 6.7 percent of the 
lawyers surveyed indicated this.166  The majority of the lawyers surveyed (86.7 
percent) indicated that the support staff members were “sometimes” included in firm 
gatherings.167  The managing partner attempted to explain this discrepancy by stating 
that some invitations to gatherings were extended to support staff members, but 
many chose not to attend.168  He also stated that the decision not to include support 
staff members in some gatherings was based on the “perception” of whether or not 
they would like to be included.169  Although he had heard that staff members wanted 
to be included,170 he did not indicate whether lawyers ever asked their staff members 
specifically what their desire was.  An obvious communication disconnect exists 
when decisions are made based on one’s perception of what staff members would 
prefer.  
In addition to keeping the lines of communication open so that lawyers can 
ascertain what benefits their staff members’ desire, lawyers and firms should thank 
their employees each day.  Harvard professor, author, and management consultant 
Rosabeth Moss Kanter has concluded that, “high-performing companies have 
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abundant [employee] recognition.”171  By thanking and acknowledging employees 
for outstanding contributions in front of others on a regular basis, experts say that 
managers (and lawyers) can foster a strong sense of loyalty and increase interest in 
work activities.172  Leaving a sticky note on an employee’s desk to compliment them 
can energize and motivate them.173 
Non-cash awards and incentives serve as valuable tools to boost morale,174 
increase productivity and improve client service.175  A “Thanks Program”176 entails 
providing employees with a number of small non-cash awards such as gift 
certificates, movie tickets, and written thank-you notes.177  However, to be effective, 
the awards should be customized for each employee.  Law firms should use a web-
based award system, where an employee can go to an interoffice web site and pick 
something from a category of merchandise at a level that the attorney chooses 
(movie tickets would be level one, restaurant gift certificates would be level two, et 
cetera).178  This method is quick and easy and it would help to give the employee 
solid, lasting enforcement.179 
Law firms can also offer no-cost perks, such as casual-dress days.180  
Implementing these benefits can help empower employees and improve 
performance.  This costs law firms nothing, and is an expression of appreciation, 
which will help to increase staff motivation.  For example, the law firm I studied 
established year-round casual-dress Fridays.181  In addition, during the summer 
months, the office closed early on payday Fridays.182 
Another way to empower employees is to give them different job titles.  For 
instance, at Starbucks Coffee Company, all retail workers are called “partners.”183  
Obviously, calling secretaries “partners” would be very misleading in a law firm, but 
a job title such as “administrative assistant” would be more empowering and increase 
their motivation dramatically because they would feel valuable to both the lawyer 
they worked for and the firm.  Law firms should not underestimate the importance to 
staff members of having their work valued.  In the case study I conducted, one of the 
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biggest discrepancies was between lawyers’ perceptions and staff members’ beliefs 
about whether the firm valued their work.  On average, only 45.5 percent of the 
employees felt that the firm valued their work, while 73.3 percent of the lawyers 
surveyed perceived that their staff member felt valued by the firm.184 
Law firms should also make an effort to focus on teamwork, and de-emphasize 
hierarchies.  As discussed in Part III, teamwork influences work performance and 
motivation.185  When employees identify themselves as a member of a team, this 
affects their behavior.186  The ultimate goal for any organization that makes 
teamwork a focus is to have employees who will experience the organization’s goals 
and interests as their own.187   
Southwest Airlines has made teamwork an integral part of its strategy for 
employee motivation and satisfaction because of the high service demands it faces.188  
The legal profession is also service oriented, and clients command high levels of 
service from their lawyers and firms.  Law firms that emphasize teamwork will 
encourage employees to perform at high levels.  For example, if a law firm is 
structured internally so that staff members work with lawyers in a collaborative-
effort to provide the services for clients, (both legal and customer-oriented) staff 
members are more likely to experience the case-by-case successes as their own, 
which will increase their motivation and job satisfaction.   
De-emphasizing law firm hierarchies can also be used to create an atmosphere 
where employees will be motivated and feel empowered.  Southwest Airlines excels 
in this area as well.  Southwest allows employees to make their own decisions 
regarding customer needs and includes employees in the decision-making process.189  
NVIDIA also de-emphasizes its hierarchy, and its CEO, Jen-Hsun Huang, works in a 
cubicle along with many other employees.190  I am not suggesting that lawyers 
should work in cubicles.  However, it is important that lawyers are accessible to their 
staff members, and that law firms’ organizational cultures emphasize this.  Instead of 
focusing on staff members “working for” lawyers, the emphasis should be on staff 
members “working with” lawyers, to provide the best services for clients. 
Although incentive programs can be very useful and valuable, firms that use 
these must have clear goals and the rewards must be based on performance.  Law 
firms should establish the criteria necessary to determine who receives rewards.191  
The goals should be attainable, but not so easy that they lose their meaning.192  
Ultimately, the program must be based on performance, or it will be meaningless and 
                                                                
184See Data Tables, Appendix C.  
185van Knippenberg, supra note 102, at 357.  
186Id. at 360.  
187Id.  
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189Gittell, supra note 122, at 30.  
190Anand Lal Shimpi, supra note 107.  
191Id.  
192Id.  
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breed hostility between workers.193  Harvard professor and author Rosabeth Moss 
Kanter emphasizes that, “it’s important that the incentives that do exist support the 
goals employees are expected to achieve – not that managers should walk around 
with rolls of dollar bills to hand out every time someone does the right thing.”194  
When awards become a personality contest rather than a way to recognize top 
performers, this can be devastating to a united workforce.195  When companies pay 
awards that have not been earned, employees may feel a sense of entitlement, which 
erodes the effectiveness of the program.196  Linking rewards to performance is also 
essential.  If people do not know why they received an award, and do not know how 
to perform in order to receive the award again, an obvious disconnect will exist 
between employees and the employer.197 
Law firms and lawyers must also offer feedback to staff members in order for 
motivation to occur.  Kevin McManus, in his article on performance improvement 
argued that in general, people fail to define expectations clearly, give limited 
feedback regarding performance against the expectations, and when feedback is 
given, it is often negative.198  McManus contends that in order to solve this problem, 
managers must “define expectations up front, provide positive and frequent feedback 
specific to those expectations, and avoid using emotionally charged feedback.”199  
Motivation will not occur without feedback, and if the feedback is negative, it will 
likely motivate people in the wrong direction.200  He concludes that managers must 
be cognizant of the kind and manner of feedback in which they give their 
employees.201 
The ultimate goal for all organizations is to create an environment where 
employees can be self-motivated.  Using incentive programs can help achieve this.  
Obviously salary and other monetary benefits are essential.  People must be paid.  
However, monetary awards do nothing to motivate employees long-term.  In fact, 
some companies are seeing tenured employees resign, citing lack of appreciation as a 
top reason for leaving.202  It is essential for lawyers and firms to give employees a 
reason to stay by creating a work environment where employees can be productive.  
Using these techniques will also spill out onto clients, strengthening their 
relationships with firms. 
                                                                
193Janet Wiscombe, supra note 171, at 48. 
194Id. at 44.  
195Id. at 48.  
196Gores, supra note 79, at 31.  
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VII.  CONCLUSION 
I encourage law firms and lawyers to take a proactive approach in implementing 
a formal employee recognition program in order to get in touch with their 
employees’ needs.  The techniques I proposed above are not new.   They have been 
used for years in many successful organizations as one element for long-term 
success.  Motivated and satisfied employees have a positive impact on client 
relationships and perceptions of firms, as well as firms’ profitability.  Given that 
lawyers today must provide high quality services to their clients, it is beneficial that 
they have happy, satisfied employees.  These employees are as important to lawyers’ 
long-term success as the legal services they provide. 
THERESA M. NEFF 
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APPENDIX A 
Survey of employee motivation and satisfaction in law firms 
 
Lawyer Survey:  
 
1. How many years have you practiced law at this firm? 
 
_____ less than 2 years 
 _____ 2 to 10 years 
 _____ more than 10 years 
 
2. What is your position at the firm? 
 
 _____ partner  _____ of counsel 
 _____ associate  _____ other (please specify) 
 
3. On average, how many hours per week do you work? 
 
 _____ 0 to 20 hours     _____ 41 to 60 hours 
 _____ 21 to 40 hours   _____ more than 60 hours  
 
4. Are you on the management committee at your firm?  ___ yes   ___ no 
 
5. How many support staff work directly for you? (include only secretaries  
and paralegals) 
 
 _____ one 
 _____ two 
 _____ three 
 _____ four or more 
 
The following questions ask for information about the one support staff member 
who does the most work for you.  If it is difficult to isolate one staff member who 
performs the most work for you, please provide the information about the staff 
member (from among those working for you) whose name falls earliest in the 
alphabet.  
 
6. How long has this support staff member worked for you? _____ yrs.  
 
7. From your support staff member’s perspective, how do you think he or she  
would rate the quality of your relationship based on the following factors?   
In answering, please use the following five-point scale:  
 
1 = Extremely Poor      3 = Neutral           5 = Very good 
2 = Poor        4 = Good 
Quality of Relationship: 
    1      2     3     4     5 
Personal Compatibility 
Similarity in Work Ethic 
Mutual Respect 
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8. How would you rate quality of your relationship with the support staff  
member?  In answering, please use the same five-point scale: 
 
1 = Extremely Poor      3 = Neutral           5 = Very good 
2 = Poor        4 = Good 
   1     2       3     4      5 
Personal Compatibility 
Similarity in Work Ethic 
Mutual Respect 
 
9. Do you think your support staff member feels that you acknowledge his or  
her work in a positive way? 
 
_____ yes  _____ no _____ sometimes 
 
10. Do you think your support staff member feels that the firm values his or her  
work? 
 
_____ yes _____ no _____ sometimes 
 
11. Do firm parties or gatherings include support staff? 
 
 _____ yes _____ no _____ sometimes 
 
12. Please indicate below the benefits that are currently available to your  
support staff member.  Please check the box next to each benefit the firm  
provides. 
 
Health Insurance Individual Policy  
Health Insurance Family Policy  
Group Life Insurance  
Profit Sharing/401(k)  
Disability Insurance  
Dental Care Insurance  
Vision Care Insurance  
Paid Vacation  
Benefits for Part-time Workers  
Domestic Partner Benefits  
On-Site Daycare  
Employer Contribution Towards Daycare  
Employer-Paid Parking  
Employer-Paid Health Club Membership  
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13. If your support staff member had $800 per month in paid benefits through  
the firm, which benefits do you think would be most important to him or  
her?  Please allocate the $800 among the categories of benefits below. (You  
will not be able to choose every benefit). 
 
                     Dollar Allocation 
Health Insurance Individual Policy ($200)  
Health Insurance Family Policy ($450)  
Group Life Insurance (employee only) ($50)  
Profit Sharing/401(k) ($200)  
Disability Insurance ($50)  
Dental Care Insurance ($50)  
Vision Care Insurance ($50)  
Employer Contribution Toward Childcare ($200)  
Paid Vacation ($150)  
Parking ($50)  
Health Club Membership ($50)  
TOTAL $800 
 
14. Overall, how do you think your support staff member would value the 
 importance of the following:   
 
1 = Not Important  3= Moderately Important 
2 = Slightly Important     4 = Very Important 
  5 = Of the Utmost Importance 
 
Importance to your support staff member: 
        1         2       3       4        5 
Salary/ Retirement and other Monetary 
Benefits 
  
Medical Benefits   
Job Security   
Hours per week worked   
Respect/ Positive Recognition from 
employer 
  
Enjoyable Work Environment   
Camaraderie with other employees   
Paid Vacation time   
 
15. Overall, how satisfied do you think your support staff member is with his or  
her employment at this firm?  Please circle your response. 
 
Very 
dissatisfied 
 
Dissatisfied 
 
Neutral 
 
Satisfied 
Very 
Satisfied 
1 2 3 4 5 
 
 
Thank you for participating in this survey.  If you would like to make additional 
comments regarding your answers, please use the space below. 
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APPENDIX B 
Survey of employee motivation and satisfaction in law firms 
 
Support Staff Survey: 
 
1. How many years have you worked at this firm? 
 
_____ less than 2 years 
 _____ 2 to 10 years 
 _____ more than 10 years 
 
2. What is your position at this firm? 
 
 _____ paralegal 
 _____ secretary 
 _____ other (please specify ________________) 
 
3. On average, how many hours per week do you work? 
 
 _____ 0 to 20 hours    _____ 31 to 40 hours 
 _____ 21 to 30 hours  _____ more than 40 hours 
 
4. How many attorneys do you work for? 
 
 _____ one   _____ three 
 _____ two   _____ four or more 
 
 
The following questions ask you for information about the one attorney for 
whom you work the most.  If it is difficult to isolate one attorney for whom you work 
the most, please provide the information about the attorney (from among those you 
work for) whose name falls earliest in the alphabet.  
 
5. How long have you worked for this attorney? _____ yrs.  
 
6. How would you rate the quality of the relationship you have with the  
attorney you work for based on the following factors?  In answering, please  
use the following five-point scale:  
 
1 = Extremely Poor      3 = Neutral  5 = Very good 
2 = Poor        4 = Good 
       1         2         3      4       5 
Personal Compatibility     
Similarity in Work Ethic     
Mutual Respect     
 
7. Do you feel that your work is acknowledged in a positive way by the  
attorney you work for? 
 
_____ yes   _____ no  _____ sometimes 
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8. Do you feel that the firm values your work? 
 
_____ yes  _____ no  _____ sometimes 
 
9. Do firm parties or gatherings include support staff? 
 
_____ yes  _____ no  _____ sometimes 
 
10. Please indicate below the benefits that the firm currently provides to you. 
Please check the box next to each benefit the firm provides. 
 
Health Insurance Individual Policy  
Health Insurance Family Policy  
Group Life Insurance  
Profit Sharing/401(k)  
Disability Insurance  
Dental Care Insurance  
Vision Care Insurance  
Paid Vacation  
Benefits for Part-time Workers  
Domestic Partner Benefits  
On-Site Daycare  
Employer Contribution Towards Daycare  
Employer-Paid Parking  
Employer-Paid Health Club Membership  
 
11. If you had $800 per month in paid benefits through the firm, which benefits  
would you purchase from the following list?  Your total should not exceed  
$800. 
 
       Dollar Allocation 
Health Insurance Individual Policy ($200)  
Health Insurance Family Policy ($450)  
Life Insurance (employee only) ($50)  
Profit Sharing/401(k) ($200)  
Disability Insurance ($50)  
Dental Care Insurance ($50)  
Vision Care Insurance ($50)  
Employer Contribution Toward Childcare ($200)  
Paid Vacation ($150)  
Parking ($50)  
Health Club Membership ($50)  
TOTAL $800 
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12. Please indicate the importance of the following factors in terms of how they  
influence your motivation and overall job satisfaction?  In answering, please  
use the following five-point scale: 
 
1 = Not Important   3 = Moderately Important  
2 = Slightly Important      4 = Very Important 
5 = Of the Utmost Importance 
Importance: 
          1       2      3        4        5 
Salary/ Retirement and other Monetary 
Benefits 
   
Medical Benefits    
Job Security    
Hours per week worked    
Respect/ Positive Recognition from 
employer 
   
Enjoyable Work Environment    
Camaraderie with other employees    
Paid vacation time    
 
13. Overall, how satisfied are you with your employment at this firm?  Please  
circle your response. 
 
Very 
dissatisfied 
Dissatisfied Neutral Satisfied Very 
Satisfied 
1 2 3 4 5 
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APPENDIX C 
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